TRAINING AND  SELECTION OF   MANAGERS

(K) Give special assignments (inside and outside]

Now and again each P.M. should be given a special
job to do, usually within his functional activities. It is easy
for a senior to do this even if he already knows the answer
and the result of putting a young fellow "on his own"
with no backing except "terms of reference3 5 is worth a lot
to all concerned. It is quite easy occasionally to give a
^temporary supervisory appointment during a rush period.
Sometimes a hint can be dropped as one walks round a
department, particularly where you contact the junior
supervisor, that "you would like a report on a certain
aspect of the department's work." The willingness of those
concerned to rise to the bait is yet another way of assessing
supervisory merit.

When such a report, whether on the special assignment,
or the more routine problem, is completed, the junior
should always be brought into the discussion which ought
to take place on it. Many senior supervisors don't do this,
and leave the impression that they are afraid the juniors
will steal their own thunder. This brings me logically to:

f(i} Bring juniors into senior discussions occasionally

I have already commented on this in Chapter 4, page
63. How few senior supervisors bring their juniors into
deliberate contact with a managerial discussion? How
few junior supervisors bring a "ranker" into touch with a
senior supervisory discussion?

This is a first-class way of training the junior, who
should be impressed and learn something from these
"upper53 conferences. If he isn't and doesn't, blame
yourself, not the method. I know of few better ways of
creating junior enthusiasm than "inviting the draughts-
man in to explain his new lay-out to us35; "the setter to
Explain personally the troubles on a certain machine," and
so on, with, of course, senior supervisory agreement. It
helps the junior and once again enables you to see him in
action on a specific job. Watch the way he presents his
case> stands up to criticism, and so on. I know one com-
pany which organizes a lunch every Monday, where a
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